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ABSTRACT 
The University of Northern British Columbia 's English Language 
Studies program has experienced rapid growth over the last year. If this trend 
continues , the program will become unsustainable. In order for the program 
to sustain growth into the future, a strategic plan needs to be developed. This 
project conducts an environmental scan of the ELS program utilizing Porter's 
Five Forces, PEST, and SWOT analysis and a comparative analysis of other 
Post-Secondary ESL programs to identify key strategies and major 
challenges facing the ELS program today. Recommendations are made for 
the strategic development and formulation of the program. Short- and long-
term strategies are derived from the recommendations. In order for the ELS 
program to grow sustainably, management should immediately implement a 
short-term strategic plan and examine long-term differentiation strategy for 
future growth. 
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CHAPTER ONE 
Introduction 
Since the inception of the University of Northern British Columbia 's 
(UNBC) English Language Studies (ELS) program in 2004, strategic 
management plans have been formulated on a reactive basis. These 
strategies have been developed only when it is necessary to deal with urgent 
issues. Although there have been no formal strategic plans in place, the 
program has expanded from fourteen students in 2004 to approximately three 
hundred students for the 2008/2009 fiscal year. 
In June of 2009, this author was asked to put a three-year outlook 
report to be presented to UNBC's Provost. The report forecasted a twenty 
percent enrolment increase over the next three years. This increase was 
based mainly on past performance and basic economic indicators at the time. 
However, the program has seen a dramatic enrolment increase since the 
outlook report was produced , and the program may become unsustainable if 
this trend continues. A formal strategic management plan needs to be 
formulated to assist in the sustainable growth of the program. 
This project is meant to assist UNBC English Language Studies in 
creating a formal strategic management plan that will identify key strategies 
and major challenges facing the program today. In chapter two , a literature 
review of research conducted in the past will be presented. Specifically, the 
literature review focuses on the strategic management plans utilized for Post-
Secondary institutions. Chapter three introduces the background information 
relevant to the understanding of this project. Chapter four covers the two 
types of methodology used to obtain the data needed. Data collection and 
data analysis will be summarized in chapter five. In chapter six, the results of 
this project will provide the ELS program with a set of formulated strategies 
for program improvements and conclude with recommendations for the 
sustainable growth of the program. 
2 
CHAPTER TWO 
Literature Review 
The purpose of the literature review is to allow readers to synthesize 
existing knowledge with the primary research conducted in this project. With 
the help of the literature review, best practices can be determined regarding 
the development of a strategic plan. Literature on strategic planning within 
Post-Secondary education will be examined. 
Strategic Planning for Post-Secondary Education 
Strategic planning in Post-Secondary education has existed in North 
America and Europe since shortly after World War II. However, it was not 
until the 1980s in North America that this type of planning approach emerged 
as an issue of importance to universities and colleges (Cope 1992, Keller 
1983, Lockwood 1985). Doories and Lozier (1990) point out that the idea of 
strategic planning for higher education in the United States gained popularity 
due to Keller's (1983) book on academic strategies. According to Johnson 
and Marshall (1995), it was during this period that governments in their 
respective countries imposed new demands and directions for their higher-
education sectors. As well, Johnson and Marshall (1995) stated that 
institutions "were expected to function with great efficiency on reduced 
resources, become more open and accountable, demonstrate improved 
effectiveness and better attuned to industrial and community requirements" 
(197). In this changing environment, Post-Secondary education was forced to 
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re-evaluate how traditional higher education operated and to put in place new 
and suitable planning mechanisms within the institutions. 
Eastman (2003) explores the idea of strategic management for 
Canadian universities. Her research deals with whether the strategic 
management processes taught in most business schools is relevant in 
helping universities, especially university leaders, to create and implement 
strategies that will assist them in outperforming their competitors. She 
suggests that though strategic management may not be applicable to all 
universities, there are definitely increased demands for this type of planning in 
most institutions. She states that strategic management may not have been 
pertinent in the past, but public universities "may now desire and be able to 
benefit from its teaching because they need to generate substantial amounts 
of income from market activities and appear to be acquiring autonomy and 
developing structure and systems that will enable them to do so" (9). 
Shirley (1988) states that more and more colleges and universities 
understand and recognize the need for strategic planning. He believes that to 
plan strategically, there is a "need to articulate clearly a vision for the future 
and to specify the means by which the vision is to be realized" (5). As well , 
he adds that the "major goal of the planning process itself is to achieve clarity 
of purpose and vision for the institution as a whole and for its component 
parts" (5). He presents a concept of planning that he believes can be applied 
to all types of universities and colleges. As well , this concept can be used 
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both to create and to evaluate an institutional plan. The following outlines 
Shirley's concept of planning: 
1. Developing a Strategic Vision that Includes the Following Factors 
• Institutional mission 
• Target audience 
• Program offerings and priorities 
• Comparative advantage 
• Key objectives 
2. Analyses Essential to Sound Planning Decisions 
• External environment 
• Institutional strengths and weaknesses 
• Role of values 
Shirley (1988) suggests that this type of strategic planning offers five 
primary benefits. First, the benefit comes from the communication of a 
strategic vision. Effectively communication of the vision may win "a 
commitment from both internal and external constituents to accomplish 
shared, inspired goals" (11 ). Second, he states that there will be an increase 
in external support following a clear articulation of the vision. The third benefit 
will be the "increased certainty it brings to the lives of organizational 
members" (12). He suggests that increased certainty brings confidence that 
future actions will be consistent with the institution's vision. Fourth , strategic 
planning will provide some form of context for resource allocation and 
reallocation on campus. This will ease the task of resource management 
within the institution , especially when budgetary constraints are in question. 
Finally, Shirley states that the primary benefit for strategic planning is that it 
will improve the institution's image. By having a clear vision, the institution 
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will become "a place with a future" (12). This in turn can lead to innovation 
and progressive thinking that can attract potential students and benefactors. 
This author believes the major problem with Shirley's proposed 
strategic planning rests squarely on the ability of the institution to develop a 
comprehensive strategic vision. The benefits of this planning process directly 
relate back to a clear and concise vision. If any one part of the strategic 
vision is formulated inaccurately, then the benefits of the planning process will 
be unsuccessful or distorted. 
Mayer (1994) argues that strategic planning allows higher-education 
leaders to apply a more flexible alternative to the traditional master planning 
and comprehensive planning approaches employed in the 1970s. He states 
that the traditional methods were rigid and detailed. This may have been a 
sufficient way of planning for times where there was sustained growth, but 
with times of uncertainly, this type of traditional method may do more harm 
than good. As seen in the 1970s, turbulent environments demonstrate the 
lack of adaptability in these traditional methods (Mayer, 1994). 
For the strategic planning process, Mayer (1994) outlines three broad 
areas for strategic-planning analysis important to post secondary institutions: 
1. External environment 
2. Internal capability 
3. The goals and values of stakeholders 
He suggests that the process should start with an environmental scan of the 
institution-which involves surveying internal conditions (strengths and 
weaknesses) and external environments (opportunities and threats)-
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otherwise known as the SWOT analysis. The next phase is to review the 
institution's mission statements, establishment of general goals and detailed 
objectives , and analysis of resource requirements. He suggests that 
analyzing threats and opportunities before strengths and weaknesses and 
using the identified environmental issues to establish goal areas will allow a 
better understanding of the mission statement. The mission statement may 
have to be adjusted to coincide with the development of the strategic plan. 
Mayer believes that "by closely linking action plans within each goals area to 
broad external circumstances, this approach stresses the strategic function of 
accommodating the institution to its environment" (1 07). 
Similarly to Mayer (1994), Dyson (2002) proposes the utilization of the 
SWOT analysis as a tool in the strategy formulation and development process 
for universities. Although he suggests that SWOT analysis has been 
superseded by resource- and competency-based planning, he believes that 
these new methods are "developments of the internal appraisal of SWOT 
analysis" (633) rather than a replacement. He states that these more 
contemporary approaches will assist SWOT analysis by "developing the 
internal perspective whilst keeping internal and external perspectives in play 
simultaneously" (633). Dyson (2002) explores how the University of Warwick 
utilized the SWOT analysis for its strategic development. The following 
outlines the process: 
1. Discuss mission statement and university characteristics 
2. Place this into the context for the SWOT analysis 
3. Conducted SWOT analysis with the selected committee 
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• Follow-up questionnaire on aspects arising from the 
SWOT analysis 
4. Generate ideas addressing opportunities , then threats, 
strengths and weaknesses 
5. Participants were asked to rank the ideas generated from 1 to 5, 
with 5 being very important 
6. Generate a list of broad strategies 
7. Develop broad strategies 
8. Adopt the strategies 
9. Implement the strategies 
10. Evaluate and test 
Dyson also concludes that SWOT analysis is "often presented as a method of 
rapidly moving towards an agreed strategy. It can certainly be an aid to 
generating new strategic initiatives" (63); however, he then points out that the 
"strategic development process also requires considerable analysis and 
testing of new initiatives before adoption" (63). 
Roach's (1988) article on West Texas State University (WTSU) 
illustrates successful strategic-planning efforts for a Post-Secondary 
institution. He states that the initiation of strategic planning at WTSU was a 
result of several factors , including the decline in enrolment and the decrease 
in state funding. As well, WTSU was preparing for reaccreditation from the 
Southern Association of Colleges and Schools, which required the institution 
to create a comprehensive planning process. Roach believes that strategic-
planning efforts would benefit and enhance WTSU's long-term viability while 
responding effectively to the demands of the Southern Association. 
The planning process outlined by Roach (1988) proceeded in three 
separate phases: 
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1. A university-wide strategic stage 
2. The implementation of strategic decisions 
3. Unit-level planning 
The first stage involved the assessment of threats and opportunities in 
the external environment, consideration of institutional strengths and 
weaknesses, and the matching of these areas with institutional values , 
programs and activities. Roach states that the assessment of strengths and 
weaknesses was the "most emotionally charged part of this stage of planning" 
(56) . A matrix was created to match programs with internal elements such as 
service role and faculty quality to programs with external elements such as 
cost-revenue relationships and comparative advantages. The second stage 
dealt with the implementation of strategic decisions, which occurred after the 
completion of plans for various administrative departments at WTSU. By 
following this process, specific goals for each area were framed for 
implementation. The last stage of the process was unit-level planning, in 
which each college within the institution devised plans that fell within the 
boundaries of the university-wide strategy and implementation plans. 
Roach states that "because strategic planning is a continuous process, 
it is important to provide for systematic revision and reevaluation" (57). By 
doing so, institutions can continuously assess the key decision areas. In his 
article, Roach outlines the new successes of WTSU that have been 
generated via the strategic-planning process. He concludes that "strategic 
planning marked a significant beginning at WTSU. It has positioned the 
institution to chart its own course" (65). 
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Fathi and Wilson (2009) suggest that "strategic planning is vital to the 
success of colleges and universities as it allows the institutions to analyze the 
present and forecast the future in order to create and sustain competitive 
advantages" (91 ). They state that both colleges and universities have tried 
various ways of developing comprehensive strategic plans. They believe that 
these institutions must develop "comprehensive strategic plans such as long-
range planning models and environmental scanning models to create an 
effective strategic planning process" (91 ). 
According to Fathi and Wilson (2009), strategic planning provides 
many benefits for Post-Secondary institutions, including the attainment of 
advantages over competing schools. As well, strategic planning needs to 
focus on adaptability so that it can change with the changing environment. 
The following is the list of benefits identified by Fathi and Wilson (96-97): 
1. Devise a realistic framework for determining the process a 
university should take in achieving its stated and desired future 
2. Provide a framework for obtaining and creating a competitive 
advantage 
3. Create better alignment of the university with its environment 
4. Establish goals and priorities 
5. "Raise the vision of all key participants , encouraging them to 
reflect creatively on the strategic direction" of the university or 
institution (Fathi and Wilson citing Hax & Majluf, 1996) 
Although they outline several advantages, they suggest that strategic 
planning in Post-Secondary institutions has been only moderately successful 
(Fathi and Wilson citing Rowley & Lujan, 1997). They also acknowledge that 
there "is currently no clarity on the major determinants of success for strategic 
planning in universities" (97). 
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Fathi and Wilson (2009) produce a comprehensive outline of the 
strategic planning process for colleges and universities. Five key aspects are 
outlined below: 
1. Vision and mission 
2. SWOT and five forces 
3. Gap analysis 
4. Benchmarking 
5. Strategic issues & strategic programming 
The initial step is to define and identify the university's vision and mission. If 
this process is not conducted properly, none of the subsequent steps in the 
planning process will matter. Once the vision and mission are clearly defined, 
the second step is to conduct an environmental scan of both the internal and 
the external environments. Fathi and Wilson suggest that the two most 
commonly used environmental scans are the SWOT analysis and Porter's 
Five Forces Model. These two scans identify opportunities that may allow 
institutions to gain competitive advantages. Including these opportunities in 
the strategic plan will enable the school to grow and prosper. Ascertaining 
potential problem areas during the planning process will allow institutions to 
prevent or react to emerging threats. 
The next step is to conduct a Gap analysis. This process is designed 
to differentiate between the school's current position and what the school 
desires as a future position. Benchmarking is a useful way for an institution to 
identify the "best practices" for "measuring and comparing its own operations, 
performance, and practices against those of its rivals" (Fathi and Wilson , 1 00). 
Once all the components mentioned above have been completed, strategic 
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issues can be formulated. In light of these issues, the institution will 
"undertake strategic programming which involves setting strategic goals, 
action plans, and tactics" (Fathi and Wilson , 1 00). The strategic goals should 
follow the SMART (Specific, Measurable, Attainable, Relevant, Time-bound) 
objectives. Fathi and Wilson (2009) state that institutions should review their 
strategic plans to determine any changes that need to made and then make 
appropriate changes in the external and internal environments. 
Best Practices 
The literature review conducted for this project provided insight into the 
strategic-planning process for Post-Secondary institutions. Various methods 
of planning were discussed, and common best practices can be drawn from 
these existing methods. It is evident that the most important element of any 
strategic plan for any institution is to identify the vision , mission , and goals. 
As suggested by Shirley (1988) and Fathi and Wilson (2009) , without a clear 
definition of the vision and mission , subsequent steps in the planning process 
are irrelevant. 
Once the vision , mission and goals are clearly defined , the next step in 
the planning process is an environmental scan. The environmental scan 
should consist of both the external and internal environments. Two of the 
common tools used for this type of analysis are the SWOT and Porter's Five 
Forces analysis. Porter's Five Forces provides an industry analysis of the key 
factors in the firm 's task environment, while the SWOT analysis surveys 
internal conditions and external environments (Hunger and Wheelen , 2008). 
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However, it is also important to examine the factors governing the firm 's 
political , economic, social , and technological environments. The PEST 
analysis should also be used in the environmental scan. 
Following the environmental scan , it is important to measure and 
compare its own operations, practices and performance against similar firms 
in the same market segment. Although the information for this type of 
measurement and comparison are sometimes hard to obtain, relevant 
information can be acquired through the Internet and via phone interviews. 
Once the environmental scan and firm comparisons have been 
completed , strategic issues and problems can be identified. In light of these 
issues, the firm can then undertake the strategic development and formulation 
stage. Recommendations for both short-term and long-term strategies are 
needed in order for any strategic plan to be successful. The last two steps in 
the planning process are strategic implementation and evaluation. 
For the purposes of this project, strategic planning should include the 
following elements: 
1. Clear definition of the vision , mission, and goals 
2. Environmental scan utilizing Porter's Five Forces, PEST and 
SWOT analysis 
3. Identification of issues and problems 
4. Strategic development and formulation 
5. Strategic implementation 
6. Evaluation 
13 
CHAPTER THREE 
Background Information 
This chapter provides readers with relevant background information on 
the current position of the English Language Studies department at the 
University of Northern British Columbia. 
The author has been working in the ELS program since 2004. 
Information pertaining to UNBC and ELS can be considered a primary source, 
and information in this project regarding UNBC and ELS can also be obtained 
from the website and is considered public knowledge (UNBC, UNBC ELS). 
University of Northern British Columbia (UNBC) 
UNBC is centrally located in Prince George, British Columbia. It was 
founded in 1990, and the main campus opened in 1994. UNBC is one of four 
research universities in British Columbia and is currently listed as third out of 
twenty-one small universities within the Primarily Undergraduate category of 
the 2009 Maclean 's magazine ranking of Canadian universities (2009). In the 
2008/2009 academic year, 4332 full-time and part-time students were 
registered in academic programs and educated by 465 full-time and part-time 
professors (UNBC) . 
English Language Studies (ELS) 
The English Language Studies (ELS) program was started by the 
Continuing Studies department in 2004 and began operation in June of 2004. 
Though it had only fourteen students during the first year of operation , ELS 
has now expanded to approximately three hundred students for the 
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2008/2009 fiscal year. The ELS program is part of ancillary operations at 
UNBC. Table1 illustrates all the ancillary operations at UNBC. However, as 
seen from this table, ELS is missing from this list of ancillary departments. Its 
absence is due to the fact that it is currently situated as an independent unit 
under the department of Continuing Studies. All departments that fall under 
the ancillary category at UNBC are considered cost-recovery units. As a 
cost-recovery unit, the ELS program does not receive base funding from the 
university or the provincial government for its operations. The ELS program 
currently pays administrative and operational overhead to the university as 
part of ancillary operations , but it does not pay for the classroom space it 
uses on campus. 
Table 1. UNBC Ancillary Operations (Ancillary) 
Athletics Bookstore Conference Services 
Continuing Studies Copy Centre Fitness Centre 
Food Services Housing & Residence Life Parking 
Regional Operations 
The ELS program currently offers two separate types of programs: 
Customized Programs and Semester ELS. Customized Programs are usually 
two to six weeks in length and cater to international universities, colleges, or 
private institutions. These programs are individually customized to the needs 
of each program and include formal classroom instruction along with cultural 
activities. For example, a college in Japan has requested a one-month 
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program to be held at UNBC that will provide its students with some English 
training along with cultural activities. From this request, the ELS department 
will create a program that meets the needs of the institution. Students will 
attend classes in the morning during the week and travel to different cultural 
activities in the Prince George region in the afternoons and weekends. 
However, the trend over the last three years has been a decrease in 
Customized Programs. In 2008, Customized Programs account for only 
approximately thirty-five percent of the annual student enrolments (Table 2), 
down from sixty-nine percent in 2007 (Table 2) . 
Table 2. Semester and Customized program Student Numbers from 2004-
2008. 
Fiscal Semester ELS Percent of Customized Percent of Total 
Year students total students student numbers total Students students 
2004 0 0% 14 100% 14 
2005 36 82% 8 18% 44 
2006 84 31% 146 69% 274 
2007 161 45% 195 55% 356 
2008 199 65% 106 35% 305 
Total 480 54% 455 46% 993 
Fifty-six students were registered in the Semester ELS Program for the 
2009 Spring Semester. The Semester ELS Program is academically focused 
and is increasingly being used as a stepping stone for students seeking 
admission into UNBC undergraduate and graduate degree programs to 
satisfy English Proficiency requirements. Academic ELS programs are 
commonly referred to as English for Academic Purposes (EAP). The program 
operates concurrently with UNBC's academic year and is twelve weeks in 
length per level. Depending on the level, students receive between twenty-
16 
three and twenty-five hours of in-class instruction per week. Six separate 
levels are offered to students in the Semester ELS program. As shown in 
Table 2, the enrolments for the Semester ELS program has increased 
significantly from thirty-six students in 2005 to 199 students in 2008/2009. 
Approximately ninety percent of the students in this program are 
seeking admission into UNBC undergraduate or graduate degree programs 
after they are finished with the ELS program. Students who successfully 
complete the highest level, the ELS 50 (University Bridge) program, will have 
fulfilled the English Proficiency required by the University of Northern British 
Columbia. Acceptance into undergraduate or graduate degree programs is 
granted once a student has met all of the university's academic admission 
requirements. 
Current ELS Reporting Structure: 
The English Language Studies program has gone through several 
incremental organizational changes since its inception in 2004. One of the 
major reasons for these changes is the radical transformation of the entire 
UNBC organizational and management structure with the induction of a new 
president in 2006. Through these changes, the reporting structure and 
leadership for the ELS program have also changed dramatically and have 
had an impact on the program itself and the employees that work within the 
department. 
English Language Studies started as part of Continuing Studies in 
2004 and was under the direction of the Manager of Continuing Studies with 
one staff, the ELS Coordinator. The reporting structure was changed in 2007 
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when Continuing Studies was placed under the supervision of the Director of 
Regional Operations. The Continuing Studies department was separated into 
two distinct departments in July 2008: English Language Studies and 
Continuing Studies. The ELS program currently operates as a Division of 
Continuing Studies with the ELS Coordinator reporting directly to the Director 
of Regional Operations and Continuing Studies. Chart 1 illustrates the 
current organizational structure of Continuing Studies. The ELS Coordinator 
looks after the day to day operations of the program, along with one full-time 
administrative assistant and eight full-time ELS instructors. 
Chart 1. Current Continuing Studies Reporting Structure 
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Recent Trends in English as a Second Language (ESL) Programs 
Although well-established ESL programs in Post-Secondary institutions 
in British Columbia such as University of Victoria , the University of British 
Columbia, and Simon Fraser University have seen increased enrolment over 
the last few years , the competitive environment for these established 
programs is changing rapidly due to the new market entrants and trends. 
Almost every public Post-Secondary institution in British Columbia has an 
ESL program. As well, there has been a dramatic increase in the number of 
privately owned colleges and language schools that have opened over the 
last 10 years in the Greater Vancouver region . These private institutions 
have taken a significant portion of the market share from Post-Secondary 
institutions (CECN). However, this trend may again be changing. This author 
has noticed the closure of a number of large language schools in the Greater 
Vancouver area in the last year. 
The trends in recent years, especially in Asian countries, have seen a 
large number of students staying in their home countries to study English 
instead of traveling abroad due to the growing number of private "English" 
schools being created to accommodate the demand. Native-speaking 
English teachers are being hired from English-speaking countries such as 
Canada, the United States, England, and Australia and brought in to teach 
English in these schools. It is more financially viable for parents to send their 
children to "English" schools in their own countries. as they do not have to 
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pay additional fees such as airfare , accommodation , and living costs 
associated with sending a child abroad to study English. 
According to a study conducted by the Canadian Education Council 
Network (CECN), students study English abroad for the following reasons: 
1. Students are looking to apply for Post-Secondary education in an 
English-speaking country 
2. Students are studying English as a credit towards their post-
secondary education in their home country 
3. Students are taking Summer Study/Travel Tours for cultural 
experience (limited) 
The UNBC ELS program has experienced the same trends outlined in the 
CECN study. Student numbers are increasing at a rapid rate for students 
who are looking to enroll in English-speaking Post-Secondary institutions and 
are therefore utilizing ELS as a stepping stone to get into undergraduate 
programs. As well , over the past 3 years, ELS has seen a decrease in 
customized program enrolments. 
English Language Studies as the "feeder" system: 
The ESL "feeder" system is very common amongst post-secondary 
institutions. Each of the three other Research Universities in British Columbia, 
like most universities in Western Canada, has some type of "feeder" system 
through its own ESL program. Typically, the "feeder" system is for an 
international student wanting to apply to a university degree program and 
does not meet the English Language proficiency requirements for admission. 
The student then follows an application process commonly known as "dual 
admissions". 
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"Dual admissions" means that the student applies to both the ESL 
program and to the undergraduate program at the same time. The student 
receives an acceptance letter from the ESL program and a conditional 
acceptance letter to a degree program with the provision that the student 
must first successfully complete the ESL program and meet all other 
academic requirements as required by Registrar's Office. The student will be 
admitted directly into the university degree program upon completion of the 
highest ESL level that institution offers. With the exception of a few 
universities in Western Canada, most institutions do not require additional 
English Proficiency examinations such as the Test of English as a Foreign 
Language (TOEFL), the Language Proficiency Index (LPI), the International 
English Language Testing System (IEL TS), or CanT est once the students 
have completed the highest level of English through their own ESL programs. 
The Semester ELS courses were developed to allow the English 
Language Studies program to become the main "feeder" system for UNBC 
degree programs and assist in increasing international enrollment at UNBC. 
Approximately ninety percent of the students currently registered in the 
Semester ELS program are seeking admission into UNBC undergraduate or 
graduate degree programs after they complete the ELS program. The 
benefits that the ELS "feeder" system will bring to UNBC are: 
1 . An influx of international students and international fees 
2. A cross-cultural exchange between the students, the University, 
and Prince George 
3. A boost to the international profile of the University 
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The ELS program "bridged" the first student into the undergraduate 
program in January 2007. Since then, the program has successfully "bridged" 
fifty-six students as of April 2009 to the Undergraduate program and two 
students to Graduate programs. The first student to "bridge" from ELS to the 
Undergraduate program graduated in December 2009 from a degree in 
commerce. The first student to "bridge" from ELS to the Graduate program 
graduated in May 2009 with a degree in disability management. The fifty-
eight students represent approximately twenty percent of the total 
international-student population on campus. 
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CHAPTER FOUR 
Methodology 
This chapter introduces the methodology implemented for this project. 
First, environmental scan strategy tools that will be used in this project will be 
examined. Second , the phone interview processes will be introduced. These 
two methods were used for data collection , and the information obtained will 
be used in the analysis section. 
Strategic Tools 
As the literature review makes clear, one of the most important 
processes in strategic planning is the environmental scan of the current 
business operation. Three strategic tools commonly used for environmental 
scans are listed below. These three tools will be used in the next chapter to 
examine the internal and external forces that face the ELS program today. 
PEST Analysis 
Political, Economic, Social , and Technological (PEST) analysis 
analyzes and describes a framework of macro-environmental factors used in 
the environmental scanning component of strategic management (Hunger 
and Wheelen , 2008). The model's four factors will vary in importance to a 
given company based on its industry and the goods it produces. Chart 2 
illustrates how the four different factors relate to a business unit. 
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Chart 2. PEST Analysis 
, 
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(www.learnmarketing.net) 
SWOT Analysis 
Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis 
is a strategic planning method used to evaluate the four components involved 
in a project or business venture. SWOT analysis is commonly used for 
conducting and assessing strategic planning . It can assist in determining 
specific concerns within a business. Michael Porter states, "Competitive 
strategy is about being different. It means deliberately choosing a different 
set of activities to deliver a unique mix of value" (HBS, 2005, xiii) . To 
evaluate the current situation of the department, a SWOT analysis is used to 
present a deeper level of insight into the business unit. The internal and 
external environmental considerations need to be understood in order to 
develop the preferred future. Chart 3 shows the four components of the 
SWOT Analysis. 
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Chart 3. SWOT Analysis 
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Porter's Five Forces Analysis 
Porter's Five Forces analysis is a framework for industry analysis and 
business strategy development. This classic business tool is probably the 
most widely used framework for strategic industry analysis. This framework is 
based on Michael Porter's (1976) seminal work and a more recent update 
(Porter, 2008). Porter (1985) believes that the basis for building a strategic 
plan is the creation of a unique and valuable position that differs from those of 
rivals. He suggests that corporations need to set themselves apart by 
determining how they compete within their own industries relative to the 
forces that drive the competition. Chart 4 illustrates the Five Forces analysis 
which consists of five competitive forces that determine the company's ability 
to earn profits. As well, Porter (1996) states that companies must establish a 
sustainable competitive advantage over rival competitors. Companies that 
cannot sustain this competitive advantage will find that competitors will 
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quickly imitate them and potentially take away market share. Still , there 
needs to be a process or strategy in place that can drive an implementation 
plan linked to an overall vision or goal. 
Chart 4. Porter's Five Forces Analysis 
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The Porter's Five Forces framework (2008) allows business analysts to model 
an industry with the five controlling economic processes. Although each 
industrial force has numerous components, three major characteristic factors 
will be discussed for each competing force. 
1. Barriers to entry 
• Patents, proprietary processes and knowledge: 
advantage is encouraged by public policy and the 
patent and copyright laws by the government. 
A competitive 
enforcement of 
• Governmental policy: The government often enforces policies that 
increase and preserve market competition. However, at times , the 
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government will make exceptions in the public's best interest to allow 
certain monopolies. 
• Economies of Scale: In most industries, there is a minimum level of 
production that achieves the optimal cost efficiencies for that industry. 
The higher the level of minimum efficient production , the more difficult 
it is for new entrants to reach that specific production level. Some new 
entrants to the market will never reach this economic level and leave 
the industry (Porter, 2008). 
2. Degree of supplier power to negotiate 
• Supplier concentration: Suppliers will have more control and power 
when there are many buyers and few dominant suppliers. 
• Threat of forward integration: Supplier can increase influence over 
an industry through vertical integration and compete directly at the 
retail level. 
• Supplier importance to the industry: When industry members are 
not essential customers of the supplier, then supplier power will be 
higher relative to other industries. 
3. Degree of buyer power to negotiate 
• Buyer Concentration: Buyer power is high when this group is 
concentrated and represents a majority market share. 
• Available information: The more well informed the consumers are 
the less balanced control they will have. 
• Standardization of products: If the firm supplies generic products or 
services, buyer power is higher relative to other industries. 
4. Threats of available product or service substitutes 
• The availability of price-performance alternatives: The existence of 
products and services that are functionally equivalent increases 
consumer selection options. 
• Switching costs: If switching costs-such as termination fees, 
installation fees, and obsolete inventory costs-are high, consumers 
are less motivated to change to new products or services. 
27 
• Buyer's susceptibility to substitute: The existence of generic 
alternatives as well as product for product alternatives influences a 
consumer's tendency to substitute. 
5. Degree of industry rivalry 
• Industry concentration: As the number of firms within an industry 
increases, competition and rivalry among these firms also increase. 
• Cost structure of the industry: An industry characterized by a high 
fixed cost structure requires firms to produce at maximum levels to 
obtain the lowest unit cost per product or service. 
• Market growth rate: In a slow-growing or mature market, firms 
compete head to head for each tenth of a percent of market share. In 
a rapid-growing market, revenue grows as a tangential effort of overall 
market growth. 
(King , No Date) 
Phone Interviews 
A total of twelve universities in Western Canada were selected to 
conduct phone interviews with. A variety of universities were selected from 
the Primary Undergraduate, Comprehensive, and Medical/Doctoral categories 
outlined by Maclean 's magazine (2009). One of the requirements of this 
project is to keep the information collected confidential. As such , an 
identification number is allocated to each institution and will be used 
throughout this project to represent that specific institution. 
Key personnel such as directors, managers, or coordinators within the 
ESL departments of these institutions were contacted via e-mail and asked to 
take part in telephone interviews. The contact information was obtained from 
each institution 's website. Once the contacted individual agreed to the phone 
interview, the letter-of-consent form and a list of questions to be asked were 
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e-mailed to the participant. The phone interview questions are outlined in 
Appendix 1. 
Out of the twelve universities selected, eight out of the twelve 
institutions responded and agreed to the phone interview. This is a 67% 
response rate. Several attempts to contact various individuals working in 
ESL program at the other four institutions were made within a two-week 
period without success. There could be a few reasons for this lack of 
response. First, this author may not have been contacting the appropriate 
people at these institutions. Second , these four institutions may not have 
wanted to nor had time to participate in the phone interviews. Last, the 
silence of these institutions may suggest the proprietary and sensitive nature 
of their strategic plans. One school that participated in the phone interview 
suggested that the information being sought for this project may have been of 
a confidential nature in other schools ' business plans. 
The phone interviews were conducted between February 15, 2010 and 
March 20, 2010. Phone calls were made to each participant once the 
interview date and time were confirmed. Before the interview questions were 
asked of each participant, the interviewer asked each interviewee if he or she 
would like to obtain the notes taken from the interview. Two of the eight 
participants requested the summary notes from the interviewer. Once the 
interview was finalized , a summary of the interview was produced by this 
author. No changes or requests by interviewees for changes were made from 
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the summary notes taken from the interview. The information collected from 
all eight institutions can be found in Appendix 2. 
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CHAPTER FIVE 
Data Collection and Analysis 
This chapter provides the summary and analysis of the data collected. 
First, an environmental scan of the ELS department is conducted by utilizing 
strategy-management tools. Second, main points from the phone interviews 
are summarized and compared to the ELS program. Last, current 
departmental issues are defined in relation to the environmental scan. The 
recommendations and problems identified in this chapter are based on the 
information obtained from the English Language Studies department as of 
December 31 , 2009. Some recommendations may already have occurred or 
been implemented by April2010 , when this project is to be published. 
Strategic Analysis of UNBC ELS Program 
An environmental scan of the UNBC ELS department was conducted. 
Three types of analysis were employed: Porter's Five Forces, PEST analysis , 
and SWOT analysis. Porter's Five Forces will provide an industry analysis of 
the key factors within a corporation 's task environment (Hunger and Wheelen, 
2008). The PEST analysis will investigate factors governing UNBC ELS's 
political , economic, social, and technological environments. The SWOT 
analysis will examine the internal environment of the English Language 
Studies program. 
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Porter's Five Forces Analysis 
The ESL industry can be modeled via the Porter's Five Forces 
framework. Each of the five forces will be applied to the specifics of the ESL 
industry. 
New Entry Threat (Low- Medium.) 
Two different types of threats need to be examined here. First, the 
threat of new firms entering into the Post-Secondary ESL market is relatively 
low. Almost all Post-Secondary institutions already have existing ESL 
programs. Public Post-Secondary institutions are usually very large 
organizations with extensive administrative operations, facilities , and branding. 
These characteristics , along with the capital and endowments required to 
support long term-assets such as buildings and labs, define the economies of 
scale. The start-up cost to build a Post Secondary institution represents 
formidable barriers to entry. 
Second , the threat of new firms entering into private ESL markets is 
medium. There are not too many factors that would discourage firms from 
entering this market. Firms can choose to enter the market as long as they 
have the financial capital to start their operations. The major hurdle for 
private schools entering the market is government regulation. The British 
Columbia Provincial Government established the Private Career Training 
Institute Agency (PCTIA) , formally known as the Private Post-Secondary 
Education Commission (PPSEC), to regulate all private Post-Secondary 
institutions, including ESL schools. Before a business licence can be issued, 
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the institution must post a bond of 75% of the maximum possible revenue at 
any one time (PCTIA). Due to this government regulation and the bond 
payment, firms may face huge strains on the start-up costs of the school. 
The operation of an ESL program requires minimal specialization , 
training, patents, or information technology. The only competitive advantage 
that may exist is for firms that understand the market and have efficient 
internal systems and processes developed over time for smooth operations. 
These savings and advantages are minimal and can most likely be imitated 
by competing firms in the long term. 
Supplier Power (Low) 
The ESL industry has a very low dependency on suppliers. This is a 
service-based industry where the product is the delivery of knowledge to 
consumers. Basic classrooms with tables, chairs, and whiteboards are 
usually sufficient for course delivery. Instructional supplies and materials are 
usually minimal. The market has a large number of available teachers who 
can be hired for reasonable wages. The curriculum is usually derived from 
published textbooks. The probability of vertical integration in the ESL market 
is extremely low, as ESL is very much a niche market. 
The materials needed for an ESL program can be acquired from many 
different sources. Teaching supplies such as markers, pens, and paper can 
be purchased in large quantities from a variety of sources. Programs have 
the ability to contract out printing for brochures or marketing materials. This 
can be done on a local, national, or international level. Printing materials 
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abroad may be more cost effective in the long run. Although student 
textbooks can be purchased from a variety of sources, the suppliers of ESL 
textbooks are limited. However, the fact that there are also few purchasers of 
these textbooks counteracts the power of suppliers. 
Buyers Power (High) 
Buyer power in this market is extremely strong. Students have the 
ability to pick and choose a variety of schools and programs; they thus 
possess a great deal of power in the realms of choice and negotiation. As 
well , the products being provided can be considered "homogeneous". There 
is not much difference between ESL programs in Post-Secondary institutions 
other than price and student services. In the British Columbia Post-
Secondary sector, English for Academic programs are regulated by the 
accreditation process of BCCAT. This process makes ESL programs in 
British Columbia more generic and provides more buyer power in the market. 
Students are sometimes not the buyers. "Agents ," as mentioned 
earlier in this chapter, play an important part in this market. Agents are often 
able to influence students' and parents' school choices. It is common for 
"unethical" agents to recommend schools to parents or students that are 
willing to pay more commission to recommend to parents or students schools 
willing to pay the agents themselves higher commission rather than schools 
with features most likely to benefit particular students. This competition is 
seen more often with private language schools than at the public Post-
Secondary level. The range of commissions paid by private schools can go 
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as high as 35% of the student's tuition , compared to the 10% to 15% paid by 
public institutions. 
With the increased availability of the Internet around the world , 
students and parents have instant access to information that they may not 
have been able to access before. The Internet allows buyers to collect more 
information and make knowledgeable decisions. This increases the buyer's 
power as well. 
Threat of Substitutes (Low - Medium) 
As mentioned in the "Recent Trends in English as a Second Language 
(ESL) Program" section , more and more students are choosing to stay in their 
home countries to study English before traveling abroad. However, for some 
students , the built-in benefits of learning a language abroad and experiencing 
the different cultures are very hard to replace. 
As well , online English courses and video conferencing courses are 
becoming more popular as more and more students gain access to high-
speed Internet. Students are able to access instruction more readily, and the 
potential for this type of program may become a substitute for face to face 
lectures in the future. 
Threat of Rivalry (Medium - High) 
Combined with the threat of new entrants , high buyer power, and 
available substitutions, rivalry amongst competitors in the ESL industry can 
be considered as medium to high . ESL programs in both public and private 
Post-Secondary institutions and private language schools are all competing 
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for market share. Although competition is more fierce in the private ESL 
sector, public Post-Secondary ESL programs still compete for market share. 
Competitive strategies such as price, student diversity, programming, and 
quality of education are used to attract more students and secure a larger 
market share. However, cost-based strategies such as price wars that are 
commonly used in private ESL programs are not as evident in public 
institutions. 
Depending on the location of the firm , switching costs may be a factor. 
Firms located in large city centers containing many competitive firms may be 
more prone to rivalry, as the switching cost of a student moving from school 
to school is minimal. For example, in Vancouver, British Columbia , a number 
of public and private Post-Secondary institutions offer ESL programs. 
Students can transfer from school to school without having to move and pay 
switching costs. There may be only emotional costs associated with these 
moves. However, firms located in small city centers with few or no 
competitors are less prone to rivalry because switching costs for a student to 
move to another city would be higher. 
PEST Analysis 
The PEST analysis examines the societal environment. Table 3 
outlines the PEST analysis conducted on the UNBC ELS program. 
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Political 
• Working in a multi- and cross-
cultural environment 
• Subject to Canadian and 
international law 
• Legal responsibilities to students 
attending the program 
• Need to deal with Canadian 
immigration issues 
• Unpredictable relationships 
between Canada and other 
countries 
• Closing borders due to pandemics 
such as avian or swine flu 
• Working with foreign companies 
Economic 
• Unpredictable world economy 
• Many competitors in the world 
• Volatile international exchange 
rates 
• Increase in operating cost cuts 
into profits 
• High travel I fuel prices 
• Increase in international market 
share 
• Instructors are not unionized 
• Understanding foreign cultures 
·------------;---------------------------~ Social Technological 
• Requires special training for • Availability of internet for 
employees to deal with cross- advertisement 
cultural issues • Potential to offer ELS course 
• Reputation of being a "friendly" online 
customer-oriented department • Potential to use video 
• Has a good corporate/university conferencing to offer courses in 
image other countries 
• Targets 18-30 age group 
SWOT Analysis 
To evaluate the current internal environment of the ELS department, a 
SWOT analysis (table 4) was used to present a deeper level of insight into the 
business unit. The internal and external environmental considerations need 
to be understood in order to develop the preferred future. To identify UNBC 
ELS's strengths and weaknesses will allow a correct response to the threats 
and opportunities to be deployed. Aligned with the department's vision and 
awareness of the linkages between the identified attributes, UNBC ELS 
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Strength Weakness 
• Small class size • Smaller program, so there are not many 
• Students are safe, well taken care of choices for students 
by the instructors, admin staff, • No summer classes 
Homestay families, and the community • No specialized classes (pronunciation, 
• Implements high quality and standards business, etc.) 
for the program • Not much interaction with other 
• Located in a small community in university students (too far away from 
beautiful northern BC everything else?) 
• Program is part of a high-quality • Not much activity to bring together 
university students from different levels 
• Main "bridging" program for students • No strong connection among instructors 
seeking to meet English Proficiency and between instructors and admin staff 
requirements of undergraduate • Program and students need to be more 
program at the University involved with UNBC community 
• Dedicated administrative staff • Lack of professional development 
• Has loyal clients in customized available for staff and instructors 
programs • Lack of dedicated classrooms, office 
• Quality of education space, "department" area, instructors, 
• Curriculum is currently being Homestay families , administrative staff, 
accredited by the BC government and support from UNBC community 
has been tentatively accepted • Program is not recognized by 
• Ability to generate revenue and profits professional bodies such as Languages 
consistently Canada 
• ELS Students receive elective credits • Not much money re-invested into the 
towards their undergraduate degrees growth of the program 
• Strong student relationship • Not much invested in recruitment 
• Word-of-mouth advertising is ELS's 
stron est recruitment tool 
Opportunity Threat 
• Continual growth of the department • Rapid growth in enrolment: university 
• Expansion of ELS regular semester and community cannot handle the 
student enrolments student numbers 
• Creation of new summer customized • Lack of dedicated ELS classroom and 
programs office space. 
• Creation of additional summer • Not enough Homestay families in Prince 
semester session George to accommodate future growth 
• Development of specialized programs I • Sponsorship cut off for the Saudi 
additional skills (Business English , students 
Volunteer skills, etc.) • Airfare going up I economy (especially 
• Online courses, World-Wide Web ELS I for the customized program students) 
university classes by video conference • Gakushuin Women's College 
• Should take advantage of UNBC as a Coordinator Professor Iwasaki's 
growing centre for international retirement in the near future 
education • Potential Global crisis (war, pandemic) 
• New entrants to the market 
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can build from its strengths and work to mitigate its weaknesses. With this 
understanding , a strategic plan can be built to take advantage of opportunities 
while recognizing how to minimize threats. 
Phone Interview- Summary and Analysis 
The interview questions were divided into three sections: 
"Department," "Program," and "Marketing and Recruitment. " Highlights of 
each individual section will be discussed below. 
Department: 
• Seven of the eight participating ESL programs consider 
themselves Cost-Recovery units in their respective institutions. 
One institution is considered a for-profit unit. All eight programs 
do not receive core university funding or government funding. 
• There is a variety of departmental reporting structures. Four 
programs are situated within the Continuing Studies units. The 
other four report to international-student departments. 
• Five of the eight programs are currently at student capacity. 
• Seven of the eight programs would like to expand enrolment 
capacity within the next three years (between 50 and 1 00 
additional students depending on program). One program is 
looking only for continual growth . 
• Six of the eight programs have stated that the biggest road 
block for expanding capacity is the lack of classroom space. 
The departmental information collected from the other institutions 
coincides with the UNBC program. However, there are two main questions 
that need to be addressed. First, the program currently has no set capacity 
for the number of students it can take per semester. Although the program 
has been able to accommodate the increase in the number of students , the 
classrooms allocated are not conducive for student learning . The capacity 
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needs to be defined so that clear targets can be met and growth potential can 
be strategized. Second, if the ELS program is already at capacity, does the 
ability to expand the program in the future exist? 
Using the ESL student enrolment data collected from the phone 
interviews and the student enrolment data collected from the institutions' 
websites, table 5 illustrates the total number of students and total ESL 
students per semester for each institution, including UNBC. The data was 
collected to see if there are any correlations between the numbers of ESL 
students and the total numbers of university students. This data may provide 
an insight into how other institutions determine their program capacity. 
Table 5. Total Number of Students and Total ESL Students 
School# 1 2 3 4 5 6 7 8 UNBC 
Total# of 
university 
students 18500 26000 19000 3500 14000 9100 13000 8000 4200 
Total# of 
ESL 
Students 300 250 450 58 300 220 435 50 110 
%of ESL 
students 1.6% 1.0% 2.4% 1.7% 2.1% 2.4% 3.3% 0.6% 2.6% 
This author originally hypothesized that institutions with greater 
numbers of students would also have greater numbers of ESL students, and 
the percentage of ESL students for each institution would be relatively similar. 
From the percentage of the ESL students, a capacity number could be 
determined for the ELS program. This is clearly not the case. With a total 
student population of 9100, school #6 has almost the same number of ESL 
students as school # 2, which has 26,000 students. As well, school #8 has 
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double the student numbers of school #4 but has about the same number of 
ESL students. From the analysis conducted above, it is clear that the number 
of students do not correlate with the number of ESL students. 
Only one of the eight participating school has a higher percentage of 
ESL students than UNBC. However, school #7's system of calculating 
student numbers is different from that of the other institutions. Its total 
number of ESL students includes any student taking one or more ESL 
courses at the institution. The total percentage of full-time ESL students was 
not provided by this institution. If school #7's data is taken out, UNBC has a 
higher percentage of ESL students than all eight institutions, despite the fact 
that its total ESL-enrolment numbers are the third lowest. 
From the interviews conducted , five of the eight institutions stated that 
they were at capacity due to the number of classrooms their ESL programs 
were allocated. If they could obtain more classrooms, they might be able to 
expand capacity. However, school #1 suggests that by expanding the 
capacity, they would need to expand staff as well. 
Program: 
This section was meant to discover how other institutions viewed their 
own ESL programs from the perspectives of the programs themselves and for 
the purposes of marketing and recruitment. One of the main goals for the 
UNBC ELS program is to become the main "feeder" program for international 
students to the university. However, UNBC only offers Conditional 
acceptance to the Undergraduate programs. There is currently no 
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Conditional acceptance offered to Graduate programs. The following are 
highlights of the interviews: 
• All schools participating in the interviews offer Conditional 
acceptance to Undergraduate degree programs through their 
own ESL programs. 
• Four of the schools offer Conditional acceptance to Graduate 
degree programs through the ESL program. Two of the 
institutions do not have Conditional acceptance to Graduate 
degree programs through the ESL program. Two of the 
institutions consider it as a grey area; it can be done, but on a 
case-by-case basis. 
• Institutions that do not have Conditional acceptance to Graduate 
degree programs would like to have this option for their schools, 
as it may help boost ESL enrolment. 
Participants were also asked to rank several points on a scale from 1 
to 5, with 1 being not important and 5 being very important. Two questions of 
six points each were asked. Participants were first asked to rank the set of 
points from an ESL-program perspective. They were then asked to rank 
these points from a Marketing and Recruitment point of view. Tables 6 and 7 
provide the average ranking of the responses. The full summary can be 
found in Appendix 3. School #1 pointed out that there actually needed to be a 
balance between all these elements, and each element had to be viewed 
differently, as ESL programs were very market-specific. 
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Table 6. ESL Program Perspective 
Average 
Having student diversity in your ESL program 3.88 
Program fees (tuition) of your ESL program 4.00 
Location of your institution 3.38 
Quality of your program 4.88 
Length of your program 4.13 
The ability to offer conditional acceptance for 4.88 
Undergraduate and Graduate programs 
Table 7. Marketing and Recruitment Perspective 
Average 
Having student diversity in your ESL program 3.88 
Program fees (tuition) of your ESL program 4.38 
Location of your institution 3.63 
Quality of your program 4.63 
Length of your program 4.00 
The ability to offer conditional acceptance for 4.88 
Undergraduate and Graduate programs 
In the program-perspective section , all institutions rated the quality of 
the program and the ability to offer conditional acceptance for Undergraduate 
and Graduate programs as important or very important. The majority of the 
institutions believe that their locations are not really relevant. This holds true 
from the marketing-and-recruitment perspective as well. As for UNBC, about 
90% of the students in the Semester ELS program have Conditional 
acceptances to the Undergraduate program. Without Conditional admissions, 
this number would definitely decrease significantly. 
School #3 is the only program that has a quota on how many students 
from each country it would accept per semester. The rest of the programs 
have noted that they would like to have diversity in their programs, but they 
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do not feel it is critical for their programs' success. School #4 has stated that 
90% of their students come from one particular country. However, they have 
one of the lowest ESL student enrolments. 
The only major difference is in the program fees for the different ESL 
programs. Program fees range from $2,500 to $6,000 per semester. Schools 
with lower program fees believe this provides them with a competitive 
advantage over other institutions. However, program fees in Manitoba and 
Saskatchewan are much lower than those of programs in British Columbia 
and Alberta. Although the UNBC ELS program fees fall within the middle 
range of the institutions interviewed, they are the lowest in the four research 
universities in British Columbia. 
Marketing and Recruitment: 
This section reviews what other institutions are doing in regards to their 
programs' marketing and student-recruitment efforts. The following 
comments highlight the target markets and marketing methods used by other 
institutions. 
• There is a consensus amongst all the institutions that the major 
current target markets are China, Korea , and Japan. Saudi 
Arabia is also listed as an important market for most institutions. 
• A few programs are looking to target Mexico and countries in 
South America such as Brazil , Colombia, and Chile. 
• Institution #8 is looking to target Mexico and Brazil for summer 
programs. 
• Only one institution is looking to Europe as a target market. 
• School #3 believes that Southeast Asia may be an emerging 
market for ESL. 
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• All but one university use agents in the recruitment of students. 
School #8 does not use agents because of "ethical" issues that 
were raised in the past. These issues related to how the 
program was being promoted, what inaccurate information was 
being given to prospective students, and how much agents were 
collecting from students. 
• Institutions attending educational fairs as a recruitment tool 
differ from school to school. Institutions may attend as few as 
three or as many as twenty fairs a year. A generalization can 
be made that ESL programs with more students choose to 
attend more fairs throughout the year as part of their recruitment 
and marketing strategy. 
• Due to the organizational structures of these institutions, the 
marketing budgets for the ESL departments are different. Some 
programs integrate their marketing budgets with student 
recruitment, while others market separately. The marketing 
budgets seem to be much lower when integrated with student 
recruitment. 
The target markets for all the interviewed institutions are very similar to 
UNBC ELS's current markets. The only difference is that since the ELS 
program started its academic English curriculum in 2007, it has lost all of its 
market share in Korea. Korean students used to account for approximately 
25% of the total ELS students, but there have been no students from Korea in 
the past two years. However, no real effort has been made to reconnect in 
the Korean market in the last three years. In general, Korean students are 
not looking for academic English programs. As suggested by school #1, 
Korean students are looking for conversational English instead of academic 
English. School #1 also points out that Korea is potentially a great market for 
academic English , but it is difficult to promote this, as Korean students who 
want to study at universities generally go to universities in the United States. 
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However, school #2 states that its program has a fair number of Korean 
students. The school attributes the large number of Korean students to the 
large Korean community in its city, as the community helps attract large 
groups of Korean students. 
There are several emerging markets that individual schools are testing . 
School #3 suggests that it has invested heavily in South America over the last 
three years , and this investment is just starting to pay off. However, the 
students who are going to the school's programs are mostly career-oriented 
or monthly program students. Other institutions also have the same opinion. 
School #1 mentioned that Mexico may be a better market than Brazil for 
academic English. More students are looking for ESL and undergraduate 
programs. School #8 would like to explore Mexico and Brazil for potential 
summer-program offerings. 
All but two of the universities interviewed said that Saudi Arabian 
student enrolment has increased dramatically over the last two years. This is 
due to the Saudi Sponsorship Program offered by the Saudi Arabian 
government. UNBC's ELS program has also benefited from the Sponsorship 
Program. Over the last year, Saudi student enrolment has climbed from 30% 
to approximately 40% of the total ELS student population. However, Schools 
#1 , 2, 3, and 7 all warned this author that the sponsorship money will run out 
someday, and relying on these students for long-term growth may prove the 
downfall of any program. 
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Marketing and recruitment strategies are fairly similar amongst all the 
institutions. Most schools attend international educational fairs, partnering 
with "agents" to help with student recruitment. Agents are companies set up 
in a country that usually help prospective students who would like to study 
abroad. There is usually a fee associated with this service. As well , agents 
work with partnered schools to attract potential students to their companies. 
In return , agents would send students to the prospective schools with which 
they are partnered. However, this partnership is not free. Most agents 
charge every partnered school a commission fee for each student they send 
to a particular school. The agents make money from both sides of this 
relationship. 
All but one institution interviewed use agents. School # 8 has chosen 
not to use agents based on ethical principles and problems they faced with 
agents in the past. These issues related to how the program was being 
promoted , what inaccurate information was being given to prospective 
students, and how much agents were collecting from students. However, this 
school also has the lowest enrolment numbers of all the institutions 
interviewed. 
The next section looks at what institutions feel are potential challenges 
and opportunities for their programs. 
Potential Challenges 
• No support from the Canadian Government 
• Excessive competition 
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• Students not able to receive student visas 
• Location of the institution 
• Matching a program with market demands 
• Maintaining relationships with agents and partnered schools 
• Growth impeded by red tape within the institution 
Potential Opportunities 
• Development of partnership programs with other universities 
• Recruitment with academic departments: joint venture 
• Potential internships or Co-op programs for ESL students 
• Professional ESL training for managers and senior executives 
• Favorable tuition fees for competitive advantage 
• Potential partnerships with private companies for ESL training 
Current Departmental Issues: 
From the information gathered from the phone interviews and the 
analysis conducted by the PEST, SWOT, and Porter's Five Forces, the 
following issues have been identified. As the ELS program expands to 
become the main international-student "feeder" system at UNBC, support is 
needed for the department in order to achieve this goal. 
Vision, Mission, and Goals 
As the literature review makes clear, the initial step of any strategic 
plan is to define and identify the vision , mission , and goals. If this process is 
not conducted properly, none of the subsequent steps in the planning process 
will matter. It appears that since the inception of the ELS program in 2004, 
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there has not been any attention paid to the ELS department's vision, mission, 
and goals. The only available information pertaining to this type of 
statements was found in a document produced in 2004. The statements are 
listed below: 
Philosophy: 
The purpose of the English Language Studies Program at the 
University of Northern British Columbia is to provide international 
students with a safe, yet challenging academic and social environment 
in which to learn or improve their English language proficiency and 
fluency for work, life, travel, or education. Through the ELS program, 
students will immerse in Canadian traditions and culture, exchanging 
ideas, customs, and languages. 
Goals: 
To develop and establish the English Language Studies Program at 
University level which promotes cultural exchange, responsibility, 
education, academic success and personal growth. 
Ensure a smooth transition for students adjusting to Canada and the 
University life. 
Objectives: 
Provide students with social and academic communicative proficiency 
(the languages of social interaction and academic instruction) in 
everyday and academic life. 
Provide students with the necessary skills for speaking , listening, 
reading , writing, and grammar through enhanced learning strategies, 
study, and problem-solving skills. 
In the six years the department has been operating, these statements have 
never been reviewed or revised. However, since the program has changed 
greatly over the last three years, new vision, mission, and goals are needed 
to be developed to ensure the success of the planning process. 
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Student Capacity 
As mentioned earlier in this chapter, the ELS program currently has no 
set capacity for the number of students it can take per semester. Without a 
clear set capacity, it will be difficult to develop a strategic plan for the ELS 
program as several of the variables such as the number of instructors to hire 
and the number of classrooms needed rely mainly on the capacity number. 
Classroom and Laboratory Space 
One of the major challenges is the allocation of available classroom 
and laboratory space for the ELS program. There are currently three 
classrooms that are dedicated to ELS instruction per semester. However, 
ELS has been running eight full-time courses at twenty-five hours per week 
for the last seven semesters. Since the expansion of this program in 2007, 
ELS has had to find two to four additional classrooms every semester. The 
classrooms assigned to the program have been meeting rooms and , at times, 
empty offices. In order that the program be able to accommodate the number 
of students anticipated , six to ten classrooms (each sitting 15) per semester 
will be required during the regular semester, and an additional five to ten 
classrooms will be required for customized summer programs. Furthermore, 
one or two computer laboratories will be required for the listening and 
pronunciation component of the ELS program. In anticipation of additional 
revenue generation , designated ELS resources such as classroom and lab 
space should be a priority. 
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Human Capital 
The English Language Studies program currently employs two full time 
administrative staff. The ELS Coordinator currently looks after the day to day 
operations of the program along with one administrative assistant and eight 
full time ELS instructors. This administrative structure has been in place 
since 2006 when the program only had about thirty students per semester. A 
comparison with the institutions interviewed illustrates the student to 
administrative staff ratio for other ESL programs are approximately 24 
students per 1 administrative staff (Appendix 4). The ELS program currently 
has a ratio of 55 students to 1 administrative staff. Additional staffing is 
required as students enrolments have doubled over the last two years and the 
workload for staff members have also increased dramatically. As well, with 
the anticipated growth for the program in the next 3 years , the ELS program 
needs to position itself to better serve the students and the program. 
Office Space 
The next challenge is office space. With anticipated growth in the 
English Language Studies program, additional office space is needed to 
accommodate the additional staffing issues. Currently, there are two offices 
allocated to the administrative staff of the ELS program. As well, two 
additional offices are shared between eight ELS instructors. Strategic capital 
choices must be made in order to facilitate this growth and allow the program 
to remain responsive in meeting the market demand. 
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Accommodations 
Accommodations will likely be the most difficult challenge facing 
English Language Studies. With the likelihood of increased enrolment in the 
ELS program, additional Homestay Host families will be required for the 
Homestay Placement Program. This program is an integral part of the 
learning experience for ELS students. The ELS Administrative Assistant has 
been performing this duty over the last two years and is having difficulties with 
the amount of work that is imposed on her. Every year, approximately 150-
200 students apply to this program. • 
Quality of Instruction and Curriculum Development 
As the Semester ELS program has expanded over the last three years, 
the program curricula have also been transformed from standard English to 
academic English. In 2009, the ELS program applied to the British Columbia 
ESL articulation committee of the British Columbia Council on Admissions 
and Transfer (BCCAT) to have UNBC's ELS 20, 30, 40, and 50 programs 
articulated to meet BC ESL English for Academic Purposes (EAP) articulation 
standards. The ELS 20, 30, 40, and 50 programs were submitted to be 
articulated into the BCCA T's EAP levels 1, 2, 3, and 4. EAP level 4 is the 
highest level of English Proficiency required by most Post-Secondary 
institutions in British Columbia. The applications were reviewed on May 22, 
2009, and UNBC was asked to revise and provide additional supporting 
documentation for all four levels submitted for articulation. The articulation 
committee made special arrangements to have UNBC's ELS 50 articulated 
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into EAP Level 4 if the revised documents were resubmitted by September 30, 
2009. ELS 50 was approved to be articulated into EAP 4 via the re-
submission. The committee will review the EAP 1, 2, and 3 submissions 
during 201O's articulation meeting at UNBC's Prince George Campus. The 
articulation process will benefit and provide credibility to the UNBC ELS 
program and allows ELS to apply for other Canadian accreditations, such as 
that of Languages Canada. 
Student Diversity 
One of the emerging issues has to do with student diversity in the 
program. Over the last two semesters, students have complained about the 
lack of student diversity in the classroom. This issue is only evident in the 
lower ELS levels that are currently being delivered. The major issue is that 
students from other countries coming to the ELS program have higher 
English-proficiency standards before they arrive than this particular group of 
students. 
Student Enrolment 
Enrolment issues emerged during the first two semesters of the 2009-
2010 fiscal year. Enrolment increased by nearly 35% from the previous fiscal 
year. Despite the two new instructors, no additional administrative support 
was added. The challenges attendant on increasing enrolment at such as 
quick rate are the ability to react to the needs of the program and the 
allocation of resources such as classrooms. As mentioned earlier, there is 
currently no defined capacity for student intake. Therefore, the current 
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expectation is that all the students who apply to the program will be accepted, 
while other issues such as classrooms and instructors will be dealt with as 
they come up. 
Marketing and Recruitment 
It is difficult to assess the success of the current marketing strategies 
for the ELS program. The majority of the students currently applying to the 
ELS program are from a country that ELS has never recruited in. The 
students are coming via word-of-mouth advertising from current and past 
students and from three different agents. The main methods of marketing for 
ELS are attending international Educational Fairs and marketing through 
agents. There has been an increase in the number of students that we are 
receiving from the markets where we do these types of marketing. However, 
it is very difficult to say exactly how many students are coming because they 
visited us at an Educational Fair. Currently, ELS attends fairs in only two 
countries, China and Japan. 
As well, the marketing budget for the ELS program is extremely small. 
Approximately 5% of the annual revues are allocated to the marketing budget. 
This percentage is on par with most of the institutions interviewed for this 
project. This budget pays for all the travel , accommodations and Educational 
Fair fees. However, due to the differences in the annual revenue , the actual 
funds for marketing are substantially different. School #3 joked that the 
amount allocated to its postage budget is about the same as the current 
UNBC ELS marketing budget. 
54 
CHAPTER SIX 
RECOMMENDATIONS 
Ten major issues were presented in the last chapter. In order for the 
UNBC ELS program to sustain growth in the future , short- and long-term 
strategies need to be formulated. Recommendations will be made for each of 
the ten issues discussed in the previous chapter. Short- and long-term 
strategies will also be reviewed. 
Vision, Mission, and Goals 
In order for a successful strategic plan to be developed, a vision, 
mission , and goals need to be identified. As the ELS program has changed 
dramatically over the last three years, new vision , mission , and goals 
statements need to be developed to ensure the success of the planning 
process. As mentioned in the previous chapter, without a clearly defined 
vision , mission and goals statement, the rest of the planning process will not 
matter. For the purpose of this project, this author has formulated a proposed 
working vision , mission , and goals statements based on the vision and 
mission of UNBC and information obtained from the ELS program. These 
statements can be used for the rest of the strategic planning process. 
UNBC's (UNBC) vision and mission statements are also listed below, 
followed by the ELS's new working statements. 
UNBC's Vision (since January 1997) 
"To be a student-centered , research-intensive university; uniquely Northern 
and personal in character; of national and international acclaim; responsive to 
the region it serves." (UNBC) 
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UNBC's Mission 
"To improve the quality of life in its region , the province, and beyond , by 
attaining the highest standards of undergraduate and graduate teaching, 
learning, and research. UNBC is committed to serving a vast region by 
building partnerships and by being innovative, resourceful, and responsive to 
student and community needs. 
UNBC recognizes that the strength of the University is its people and that the 
most important measure of its success is the educational enrichment of its 
students. The University strives to offer all its students, staff and faculty, a 
healthy, safe, open , friendly, supportive, consultative and stimulating 
environment conducive to individual intellectual growth, personal fulfillment 
and career progress. UNBC embraces the principles of academic freedom, 
responsibility, education for its own sake, integrity, inclusion , respect for 
others, equity, fairness, operational efficiency, and public accountability." 
(UNBC) 
Proposed Working ELS Vision, Mission, Goals 
Visions: 
To be a student-centered , quality-oriented English as a Second Language 
program, responsive to the students it serves. 
Mission: 
To provide students with a challenging academic and social environment in 
which to learn and improve their English-language proficiency and fluency for 
education , life , work, or travel. 
Goals: 
To become the main "feeder" system for UNBC degree programs and assist 
in increasing international enrolment at UNBC. 
To maintain profitability 
Student Capacity 
This comparative study with the other institutions in Western Canada 
makes it evident that each institution has a different capacity for its ESL 
program. The schools interviewed for this project state that they are at 
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capacity due to the lack of classrooms. This is the major deterrent for them to 
expand capacity. If such is the case , how can the ELS program determine its 
capacity? 
Student capacity and classroom allocation coincide with each other. It 
is difficult to tell which one of these issues needs to be resolved first. This 
issue makes planning extremely difficult from semester to semester. Unless 
there are dedicated classrooms assigned to the ELS program, the program 
does not know how many students it can accept every semester. For 
example, if there are ten classrooms assigned to the ELS program at a 
maximum of fourteen students per class, the capacity would be 140 students 
per semester. This sounds easy in principle, but without developing a 
capacity number, the university will not allocate the dedicate classrooms for 
the program to teach in. This becomes the problem of which came first, the 
chicken or the egg. 
Some assumptions need to be made in this instance. School #6 is 
used as a comparison. It currently has double UNBC's number of ESL 
students and a little more than double the total number of university students. 
School #6's current capacity is 250 ESL students per semester. The UNBC 
ELS program can take this capacity and use it as a basis for its own program. 
The division of school #6's student numbers by two creates a theoretical 
capacity of 125 students for the ELS program. 
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Classroom and Laboratory Space 
With only three classrooms dedicated to the ELS program, the actual 
capacity of the program is approximately forty. However, five additional non-
dedicated classrooms have been secured for the program over the last seven 
semesters. As mentioned in the previous chapter, the classrooms assigned 
to the program have been meeting rooms and , at times , empty offices. As the 
ELS program strives to meet the new vision of being student centered and 
quality oriented , it is extremely important to secure dedicated classrooms to 
teach in. Students have already complained about the classrooms they are 
studying in , and if this continues, students will end up leaving the program. 
Since a capacity of 125 students has been set for the program, the first 
recommendation is to submit a proposal for 1 0 dedicated classrooms to the 
UNBC space-allocation committee along with a request to the Vice-President 
of Finance and the Provost. By providing the rationale behind the need for 
classrooms and a financial analysis of the program, ELS may be able to 
secure additional classroom space. 
The second recommendation is a long-term strategy. The ELS 
program can start allocating profits from the program into a building reserve 
fund. Depending on the profitability of the program, in 5 to 10 years, there 
may be enough funds for it to start construction on its own building. 
The third recommendation is to rent office space to hold ELS courses 
around the city. However, this is not an option because as 90% of the 
students attending the program are looking to transition into the university, 
58 
they tend to want to be on the main campus so they can become accustomed 
to the school. 
Human Capital 
In order for the ELS program to sustain growth into the future and 
compete on an international level, it will need additional staff and 
departmental restructuring. With only two permanent full-time administrative 
staff and double the work load, staff burn-out will occur. With a better 
reporting structure and delegation of duties to the different positions, the 
program can once again be more student focused and quality oriented. This 
was one of the major successes in the past and needs to continue into the 
future for sustainable growth. 
The following administrative restructuring is recommended for the ELS 
program (Chart 5) . The new structure will be more in line with ELS 
departments in other Post-Secondary institutions. 
Chart 5. Proposed ELS Department Restructuring 
Manager 
English-Language Studies 
ELS 
Assistant 
I I 
Homestay I ELS Program Coordinator 
Short-Term Program Coordinator 
I 
ELS Instructors 
(Currently 8, hire more on need-only 
basis) 
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1. The duties of the current ELS Coordinator are closer to those of a 
Manager than they are to those of a Coordinator. Either the position 
should be reclassified as a Manager's position , or a Manager's position 
should be created for the department so that workload can be removed 
from both the Director of the department and the Coordinator. The 
Coordinator currently does not have the authority to make many of the 
decisions that arise on a daily basis. The manager's position will allow 
faster decision making and reaction to situations, therefore helping the 
program be more responsive to the stakeholders. 
2. The current ELS Administrative Assistant position should be 
reclassified as ELS Assistant, as the duties of the Homestay 
placement program will be given to the Homestay Coordinator 
discussed below. 
3. The current ELS Coordinator position should be reclassified and 
renamed to reflect the needs of the program. The ELS Program 
Coordinator (head instructor) will be in charge of the semester-based 
ELS program. The incumbent will be responsible for the development, 
evaluation and creation of curricula for all ELS programs, including 
Semester ELS and Short-Term Programs. The holder of this position 
will be responsible for the supervision and assessment of instructional 
staff, as well as instructors' professional development, the latter of 
which might include mentoring, relevant lectures, and the identification 
of other professional-development opportunities. 
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4. One new position should be created to accommodate the growth and 
continual development of the Homestay and Short-Term programs. 
The Homestay I Short-Term Program Coordinator will be in charge of 
all Homestay and Short-Term (1 week to 6 months) programs for ELS. 
The incumbent will work directly with the program's Japanese partners 
to ensure high-quality delivery of the Short-Term Programs with 
partnering schools. As well , due to the lack of Homestay families 
available , the incumbent will work on promoting the program and 
recruiting host families in order to ensure that there are enough 
families to satisfy the demand. 
Office Space 
The lack of office space is already an existing issue for the ELS 
program. With the anticipation of additional administrative staff members and 
ELS instructors, this will soon become problematic. An estimated ten offices 
would be required for all the staff members of the program. It is extremely 
unreasonable to request four ELS instructors to share one office. The 
recommendation is to have two instructors share an office, as instructors are 
teaching in classrooms the majority of the time at work. With the additional 
two administrative positions, two more offices would be needed. For the best 
case-scenario , an entire area of office spaces on campus should be 
designated to the ELS program. This will allow the staff members to be more 
responsive and better serve the students in the program. 
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Accommodations 
Accommodation , as mentioned in the previous chapter, is likely the 
most difficult challenge facing the program. The Homestay placement 
program is an important aspect of the language and cultural learning 
experience for ELS students. Every year, approximately 150 - 200 students 
apply to this program. With the likelihood of increased enrolment in the future, 
the demand for Homestay may increase. This program is almost at capacity, 
and a dedicated position is needed to ensure that the ELS program will be 
able to accommodate the future students interested in this program. 
However, other options are also available. This service can also be 
contracted out to private firms in the community. Yet this option would require 
major coordination between the contractor and the ELS staff members to 
make sure that students were placed in appropriate homes and Homestay 
rules and regulations were followed. As well , students have the choice to live 
in the UNBC Residences. This option should be suggested to new students 
applying to the ELS program. 
Quality of Instruction and Curriculum Development 
Unlike other Post-Secondary ESL programs in British Columbia, the 
UNBC ELS program does not have a dedicated position that links 
administration with instructors. A reclassification of the current ELS 
Coordinator's position to the position of ELS Program Coordinator (Head 
Instructor) would be ideal. In order that future development of the ELS 
program occur, the establishment of this position is crucial. The holder of this 
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position will be responsible for the supervision and assessment of 
instructional staff, as well as for instructors' professional development, the 
latter of which may include mentoring, relevant lectures, and the identification 
of other professional-development opportunities. As well, the incumbent will 
be in charge of the Semester ELS program and responsible for the 
development, evaluation , and creation of curricula for all ELS programs, 
including Semester ELS and Short-Term Programs. This position will allow 
the ELS program to develop quality programming in the future. 
Student Diversity 
During the last two semesters, with the exception of four students, the 
ELS 05 and ELS 10 courses were mainly filled with students from one 
particular culture. Student diversity in the lower-level classes is a difficult 
issue for the UNBC ELS program. However, seven of eight institutions 
interviewed did not believe diversity was an important factor for their 
programs. This may not be a departmental or program issue, but a student 
satisfaction issue that needs to be addressed individually from semester to 
semester. Students need to understand that student diversity will increase 
when they move up to the higher levels. If the ELS program would like to 
create student diversity in the classrooms, it will need to branch out and 
recruit students from different countries. However, tapping into new markets 
will require a commitment of financial resources for marketing. 
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Student Enrolment 
Student enrolment issues will no longer be a major problem once the 
capacity has been set for the ELS program. The fixed capacity will allow 
administrative staff to plan and predict the number of classrooms and 
instructors it will need per semester. Concrete application and acceptance 
dates can be set for students. The administrative staff now has the power to 
turn students away if the capacity is filled. 
Marketing and Recruitment 
The ELS marketing and recruitment strategies need to be reviewed. 
As mentioned in the previous chapter, it is unknown how successful 
marketing and recruitment have been over the last few years. Although the 
program is expanding rapidly, it is from a market in which ELS has never 
recruited . For the countries that the ELS program recruits and markets in, 
there has been an increase over the last few years , but not a significant one. 
As the marketing and recruitment budget is fairly low, more effective 
ways of marketing and recruitment are needed. ELS should partner with 
more agents in target markets. This will allow the program to reach more 
potential students. As well , while it is true that the Educational Fairs offer 
good opportunities to brand the program, they are not the most effective way 
to recruit students. Agent fairs are currently popular in several target 
countries. Agent fairs resemble traveling road shows. Agents will set up fairs 
in various cities , and partnering institutions will travel to each city to promote 
their programs. The only problem with the agent fair is that it usually takes 
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two or three consecutive weeks and is extremely tiring for the person doing 
the marketing and recruitment. 
Short-Term Strategies 
The English Language Studies program is in a position where 
management must decide whether or not the program can sustain rapid 
growth into the future. The program has proven successful over the last three 
years and must decide on sustainable growth options. Management must 
immediately begin to implement a plan that will ensure the program is growing 
at a rate that is sustainable so that both student needs and administrative 
workloads are not creating stress on the program. The majority of the 
recommendations made in the previous section should be implemented or 
resolved at the earliest possible time. 
A financial analysis was not conducted for this project due to the 
privacy of the data and the complexity of the organizational financial 
statement. However, this author has permission to issue the statement that 
the program at this point is profitable and generates enough revenue to allow 
reallocation of funds for new marketing and recruitment efforts. An 
aggressive marketing plan for the program is needed to secure additional 
market share from the current target markets and emerging markets. New 
promotional materials should be developed, along with a more 
comprehensive program website. Brochures and online material in different 
languages need to be developed to help students better understand the 
program. 
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The ELS program must strive to make more regular contact with both 
local and international agents. Agents currently provide about 45% of the 
program's student enrolment. It is extremely important that more personal 
connections are made with agents. The program should invest funds and 
human resources so that overseas agents are visited on an annual basis for 
training and promotion. As well , attending agent fairs instead of generic 
educational fairs should also be a priority for the student-recruitment and 
marketing efforts. 
Long-Term Strategies 
Although the recommendation in this report is for the program to cap 
student enrolment at 125 students , management needs to decide if this 
number is realistic. This capacity may or may not be met within the next few 
years , but if it is, management needs to be proactive in dealing with growth 
potential. 
Long-term differentiation strategy should also be considered. 
Teaching ESL in a classroom is homogenous between all competitors. 
Management needs to determine what areas of the program may have room 
to differentiate themselves from the competition. One of the major current 
strengths of the program is the personal attention staff members offer to 
students. This type of commitment should be offered not only on the 
administrative level but on the classroom level as well. The program needs to 
continue to provide a personal experience for friends and students from the 
school and motivate instructors to organize and arrange out-of-class activities 
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and programming. By doing so, it will ensure that instructors will develop a 
better rapport with the students , thereby enhancing the friendly atmosphere in 
the program. As well , accreditation should be sought after with Languages 
Canada. This type of accreditation would boost the profile of the ELS 
program. 
Along with implementing the short-term strategies, the program needs 
to look ahead into the future . A successful short-term plan will enable the 
ELS program to lay the foundations for sustained future operation of the 
program. Management will be in a position to evaluate and begin to 
implement long-term strategies. A careful and systematic examination of 
what motivates the student to attend the ELS program is needed. Focus 
groups and questionnaires for alumni would be the best source for obtaining 
an objective analysis of the consumer. Fully understanding how purchasing 
decisions are made will help the organization locate countries, regions , or 
niche markets. This information can then be incorporated into the long-term 
strategy of the program. 
Conclusion 
The University of Northern British Columbia's English Language 
Studies program has been very successful in its short history. It has 
experienced rapid growth over the last year. In order for the ELS program to 
sustain this remarkable growth, management should immediately implement 
a short-term strategic plan that will allow the ELS program to continue to be 
student focused and quality oriented. It is suggested that management 
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review the issues outlined in this project and accept its recommendations. 
Once these short-term decisions are made and the implementation process 
started , long-term marketing and planning should commence. Management 
will be able to examine the possibility of long-term differentiation strategy for 
future growth. If long-term strategies are implemented successfully, they will 
bring about long-term sustainability for the ELS program. 
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APPENDIX 1 -PHONE INTERVIEW QUESTIONS 
Department 
1) Is the ESL department a cost recovery unit? To what extent? 
2) What is the maximum student capacity for your program? Is the 
program at capacity? Is your institution looking to expand capacity 
within the next 3 years? 
Programs 
3) Does your school offer conditional acceptance to undergraduate and/or 
graduate through your ESL program? 
__ Undergraduate 
Graduate 
4) From a program perspective , please answer following , on a scale from 
1 to 5 
1 not important 2 some what important 3 neutral 4 important 5 very 
important 
(Please circle a number) 
Having student diversity in your ESL program 1 2 3 4 
Program fees (tuition) of your ESL program 1 2 3 4 
Location of your institution 1 2 3 4 
Quality of your program 1 2 3 4 
Length of your program 1 2 3 4 
The ability to offer conditional acceptance for 1 2 3 4 
Undergraduate and Graduate programs 
From a recruitment and marketing perspective, please answer the 
following , on a scale from 1 to 5 
5 
5 
5 
5 
5 
5 
1 not important 2 some what important 3 neutral 4 important 5 very 
important 
(Please circle a number) 
Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
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Recruitment I Marketing 
5) What are your current target markets? 
6) What methods are you currently using in recruiting ESL students to 
your program? 
7) Do you utilize Educational Consultants (agents) to recruit ESL 
students? 
8) Do you attend International Educational Fairs? If yes, how many fairs 
per year? 
9) What are the main challenges you see in the area of ESL recruitment? 
1 O)What are the main opportunities you see in the area of ESL 
recruitment? 
11 )What percentage of your annual budget is allocated for recruitment 
and marketing? 
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APPENDIX 2- INTERVIEW ANSWERS 
School #1 
1. Yes, the department is cost recovery 
To the full extent 
2. 
3. 
4. 
Does not receive government funding and no based funding from the 
university. 
ESL has its own building 
300 per semester I 4 semesters a year 
Program is currently at capacity 
Would like to expand capacity to 400, but don't have the physical 
capability 
The current support structure will not be able to support this- no 
enough staff, instructors, offices , classrooms, etc. 
The current facility will be inadequate for expansion . 
__ Undergraduate YES 
Graduate soft yes , but very difficult 
Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
There is actually a balance between all these elements and is very 
market specific. 
5. China , Saudi , Korea , Japan, Mexico, Brazil. 
Latin America very difficult to sell due to costs 
Korea - our program is academic focused and it is really hard to get 
students from Korea because of the speaking component that they are 
looking for 
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6. Agents, educational fairs , school visits, print materials, websites 
7. Yes we do. Reference checks, get reliable agent, look at business 
practices are acceptable or not 
Screening process as well. 
Also varies by country and location . We have lots in some countries 
and shortage in other countries. 
le. China, lots of agents and agents wanting to become your agents 
Korea , lot of big agents, but they do not have any idea on how to 
recruit students or sell Canada to students. 
8. Yes. School has started to build a policy around how many fairs per 
year. 
Currently about 20 educational fa irs a year- 9 in china 
Have to hire more staff to achieve the 20 fairs a year. 
9. Matching your program to specific needs of each market. 
China is a perfect fit because students are looking for a school with 
good reputation, conditional acceptance, and a good school 
Korea is not a good fit because students are looking more for speaking 
skills 
Latin America is a hard sell because of costs. 
1 O.Academic partnerships with foreign universities and colleges 
There is lots of interest and opportunities, but lots of red tape at the 
university level 
Problem with capacity to capitalization at the university level 
Potential 2+2 programs 
11.7% 
** size matters. The economy of scale is important. Between 150- 180 
students , everything was as struggle, now 300 students everything is good . 
The fix costs are set and with more students , less financial pressures. 
School#2 
1. It is 
Do not pay renUoffice space or classrooms 
Base funding for only 1 person's salary 
2. Offers 3 semesters 
14 week programs 
24/hr week 
250 students currently 
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University is looking at strategies for enrolment management and see 
what type of increase in enrolment is needed 
Are looking to expand but don 't have the class room space 
Uses a staggered system for class times 8:30-2:30 and 11:30- 5:30 
Can not offer night classes due to bus issues 
Offers only EAP ... general ESL offer from Continuing Education 
Program falls under academics- some teachers are faculty but most 
are just contractors (non union) 
3. __ Undergraduate 
Graduate 
yes , no English requirement 
yes , but have to have min of 5.5 
IEL TS before entering ESL 
4. Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 ·5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
Believes that price is extremely cheap and get students to come to their 
school 
5. Due to the structure of the department ESL is only in charge of China. 
Recruitment and enrolment management also recruits for ESL. 
Would like to do more in Korea and Japan. Have a strong Korean 
community therefore have solid Korean group of students. 
6. Strongest is using Agents 
Some fairs 
7. Yes. Do not have a policy in place at the moment to how many agents 
they use, but have a lot. Would like to cut back on agents and only 
use strong ones. Want agents to have a set # of expected students. 
8. Series of fairs in China mostly with agents. About 12 fairs a year. 
Go to other fairs to explore opportunities 
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9. Maintaining good relationships with strong agents 
It is some time tempting to put all your eggs in one basket. Need to be 
careful of this. 
Personal relationships are extremely important. 
1 0. Working on relationship building in established markets. Nothing really 
new. 
More on recruitment with new positions. Partnership with school not 
working especially in big city private schools. Have no control over the 
schools. Hard to get students from these schools once established in 
a city. 
11. Due to the structure of the departments, ESL only contributes about 1 
- 2 % per year. May be up to 5 % in the future. 
School#3 
1. Yes , ESL is cost recovery within Continuing Education. 
Continuing Education gets about $1 million in Base funding 
ESL contributes about $2 million I year to continuing education. 
To help cover losses from Continuing Education 
Annual Revenue of approximately $8-9 million 
2. EAP about 450 I semester 
3 semesters I year 
Currently at capacity 
Can not expand due to lack of classroom space 
Expansion in the future- proposal with another department to build 
another building. May occur in the next 5 years 
25% max from any one country 
3. __ Undergraduate 
Graduate 
YES 
No (grey area) - but can be done 
case by case 
4. Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 2 3 4 5 
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Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
Spending money in smaller markets to achieve diversity 
Tuition is important in some countries 
5. China , Japan, Korea , Taiwan 
Back to Thailand this year- working with universities 
Next year- combo Thailand and Vietnam 
S. America -> Brazil - has invested lots of money and is starting to pay 
off. 
Mostly career oriented students and monthly programs 
Colombia and Venezuela- mostly looking for career training . 
Students coming out of these countries are looking to stay as long as 
possible to get out of their countries. 
Student affairs hired a person from S. America and will help explore 
exchange programs in Brazil and Chile. ESL will tag along to see if 
there are opportunities there for ESL training. 
6. Fairs- but cutting back 
Agents - huge part of the recruitment efforts- attending agent 
workshops 
Google Ad word Campaign -something new. Don 't know the outcome 
yet. 
Continuing Education has new marketing director and working together 
to come up with new ideas such as Google Ad Word 
Staff travel- provide presentation to schools , groups, etc- year round 
* Additional liaison officers in specific countries to promote the program 
(contractors that are stationed in another country. Have one in Brazil 
and Mexico. Is on school's payroll as contract employees. Provides 
on site help for students and information.) 
Provided discounts on tuition to students of specific countries. 
7. Yes. No Maximum number in each country or area. 
Have lots of agents - some agents come and go so you are not putting 
all your eggs in one basket. 
Agent process is not so good. 2 step Online process and some time 
potential agents only do step 1 of 2 and get missed. 
Decision to hire made by the marketing manager only. Contract done 
out of Continuing education. 
8. Yes. Between 15- 20 fairs per year. 
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Mostly big fairs and agent fairs. 
9. Conditional admission through ELS. Admission office is slow in 
processing applications- about 1 moths turn around time. There are 
some internal struggles that need to be resolved. 
ESL offered to pay for an international admission officer, but was 
rejected because of internal politics. 
Competition from UK and Australia 
CIC issues with issuing visa . Many students are having a difficult time 
obtaining visas from certain countries. 
1 0. Partnering with international recruitment 
More communication between the departments 
See there may be a high demand for ESL training for Managers I 
Executives 
May be able to explore HR options to offer English 
Other options in new markets but need agents to help source out these 
opportunities 
11.5 - 6% including salary- about right on target 
Have a very generous marketing budget 
School#4 
1. Full cost recover. Do not pay for classroom or utilities or services 
Sits under the office of international activities under student services 
2. Max capacity at the moment is 72. Not at capacity with only 58 
students. 
Main constraint- Lack of classroom Space. 
EAP been operating since 1992. 
University wants more ESL students to be bridged into the UG 
program as International Students 
90% of the students in the program are Chinese 
3. __ Undergraduate 
Graduate 
YES 
No, but can apply to GR after 
4. 
Achieve highest level 70% and CanT est 4.0 for UG 
Achieve highest level 75% and CanT est 5.0 for GR 
Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
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2 3 4 
2 3 4 
2 3 4 
2 3 4 
5 
5 
5 
5 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
5. China , Middle East and Korea 
Would like to try Latin America 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
6. Off Shore School- have own teacher teaching the program at a high 
school in China. 
2 + 2 Agreements with Chinese institution 
Lot of agents 
7. Yes. About 20 -25 
Mainly in China 
No limit on how many agents in a particular country. 
8. Yes, but only 1 to 3 I year. Very costly and don't have the staffing to 
do so. 
9. The location of the city and the size of the city. 
Climate is not ideal. Very cold. 
10. Stay with favorable tuition. Potential Saudi sponsorship students. 
11. Less than 1 0%. 
School#5 
1. Yes , it is part of Continuing Education. 
Cost recovery is a flexible term. 
Does things for the community to support programs such as the 
Explorer program 
Does not pay for space/office/classrooms 
2. At the moment, 300 students per semester on average. 
Yes , the program is at capacity 
Looking to expand to approximately 400 
Issues is not having enough classrooms 
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YES 3. __ Undergraduate 
Graduate YES Fair number of students 
4. Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
5. It is currently mix-
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
New strategic plan- expansion into Europe and Latin America. Used 
to be good markets but have dropped off 
Still promote in China, Korea , Japan 
Middle East not so much. Had influx of Saudi students. But attend 
fairs in Turkey, 
6. Agents I educational fairs I institutional visits 
7. Yes , a fair amount. No restrictions on how many agents per country. 
8. Yes, only about 3 per year. 
Recruitment efforts are now combined with International student 
recruitment. Go to same countries together at the same time. Also 
have cross promotion within recruitment staff. 
Promoting the institution as one. 
9. In general, Canada is very healthy for international students. This is a 
good thing. Need to continue to manage resources 
Work with partners like the Saudi Bureau to meet their expectations 
10. Consolidate marketing and recruitment efforts for the institution. 
Market to all students to proyide the full package. 
11 .5-7% 
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School#6 
1. Considered as a profit center, not a cost recovery unit. 
Need to contribute back to the university every year. 
ESL is part of international = deal with all international students 
2. Approximately 250. Currently have about 220. 
Would like to expand up to 300. have about 9000 total students. 
YES 3. __ Undergraduate 
Graduate YES but not much 
4. Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
No quota for student diversity, but do consider it when marketing -will 
consider it when the program becomes larger. 
14 weeks /25 hrs week 
~ regular programs and ~ academic students 
Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
5. China, Korea, Japan, Colombia, Mexico, Malaysia, Saudi, India. 
6. Agents , Fairs, institutional partners, sells curriculum to private schools, 
send teachers abroad to teach their program. 
7. Yes. Have quota depending on which country. 
8. Yes, about 5 per year. 
9. Canadian government with visa regulations 
Not enough Government funding to attract International students. 
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Location of the institution 
Lots of competition 
1 G. Internships or Coop with ESL program. 
Expansion of Graduate program would allow ESL to recruit more 
students. 
11. Approximately 1%. International recruitment is done mainly through 
the recruitment office. It is a joint venture. 
School#7 
1. Yes, it is part of Continuing Education. 
Cost recovery 
Does not pay for space/office/classrooms 
2. At the moment, 150 students per semester on average. 
Yes, the program is at capacity 
Looking to expand, but don't know what is the capacity 
Issues is not having enough classrooms 
3. __ Undergraduate YES 
Graduate YES 
4. Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
5. China, Japan, Korea and some middle east (Saudi) 
6. Agents and educational fairs 
7. Yes, a fair amount. No restrictions on how many agents per country. 
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8. Yes, only about 5 per year. Mainly in China. Do agents fairs. Find it 
more cost effective. 
9. Competition with other institutions and countries. 
Hard to attract students that wants to go to big cities 
Location of the institution 
10. Need to get very good marketer for your institution to build 
relationships and partnerships 
High school program 
Foreign government contracts 
Institutional partnerships 
11 .5% 
School#8 
1 . It is cost recovery 
Program resides within International department- under the VP 
academics 
Budgets are created based on enrolment predictions. If program does 
not meet budget, then there may be funds available to boost up the 
budget- carry over funds 
Program does not pay for any overhead costs such as classrooms 
2. No maximum capacity at the moment. 
Approximately 140 students per year = 50 I semester 
3 semesters a year 
Have 4 instructors and 3 levels: Intermediate, Upper Intermediate, 
Advanced 
Hire additional instructors if needed 
No classroom issues as of yet, but will have problems if numbers get 
larger. 
Would like to grow the program at the moment 
3. __ Undergraduate YES 
Graduate YES - But don't use it very much due 
to high risk of students not getting into the program. 
4. Having student diversity in your ESL program 1 2 3 4 5 
Program fees (tuition) of your ESL program 1 2 3 4 5 
Location of your institution 1 2 3 4 5 
Quality of your program 1 2 3 4 5 
Length of your program 1 2 3 4 5 
The ability to offer conditional acceptance for 1 2 3 4 5 
Undergraduate and Graduate programs 
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Good place for study- not in a major city. 
Program matches well with the UG semester system 
1 not important 2 some what important 3 neutral 4 important 5 
very important 
Having student diversity in your ESL program 1 
Program fees (tuition) of your ESL program 1 
Location of your institution 1 
Quality of your program 1 
Length of your program 1 
The ability to offer conditional acceptance for 1 
Undergraduate and Graduate programs 
Recruitment I Marketing 
Homestay is important- contracted to 3rd party 
Potential Liability issues if it is in house 
5. China , Japan , Korea 
Targeting Mexico, Brazil=> summer program 
Some South American Countries 
Saudi- potentially 
6. Facebook Ads 
Educational Websites such as school finder 
Fairs 
International Trips to contact with contacts. 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
2 3 4 5 
7. No. Had issues with agents in the past. Corporate Social 
Responsibility issues -ethics? 
8. Yes , about 5-10. Recruitment mainly focuses on UG recruiting 
9. Student enrolment is dependant on UG enrolment 
Focus on UG program to draw students to the EAP program 
10. Working on the EAP program to be more effective to mach with 
University expectations 
More Saudi Students 
11. Unknown. 
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APPENDIX 4- STUD ENTS TO ADMINISTRATIVE STAFF RATIO 
School1 School2 School3 SchoolS School6 UNBC 
ESL students 300 250 450 300 220 110 
#of staff 15 10 20 10 10 2 
# of students/staff 20 25 22.5 30 22 55 
* Information for scho ol 4, 7 and 8 were not available. 
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